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MEMORANDUM FOR: DEPUTY DIRECTOR/PLANS
VEPUTY DIRECTOR/THTELLIGENCE
DEPUTY DIRECTOR/ADMINISTRATTON
ASSISTANT DIRECTOR/COMMINICATION
DIRECTOR OF TRAINING

SUBJECT: Human Resources Program

1. I have expressed to you personally my sctive interest in
& congorted effort to improve the quality of supervision thraughout
the Apency,

2. During the poriod, 1 - 8 December, a representative group
of senlor officials of the Agency-~including the Acting DD/A, the
Chief of Operations and the Staff Chiefs in DD/P, the I.G., four
Assistant Directors, other senior staff personnel and myselfo-
participated in the hd-hour initial phase of the Human Resources
Program,

3. This Program has my strong endorsement. I+ is 2 valuable
contribution to the general Agency-wide endeavor to improve supere
vision, Y believe that it im extromely important at this time that
sll senior officials participate in the Human Resources Program to
insure a commnity of understanding regarding management objectives
end tc facilitate united action to improve management.,

ho Arrangements for the participation of senlor officials
in the Humen Resources Program should be Aappropriate to the specific
requirements of mejor orgenizational components, In some instances,
senior officials find the program more functional to thelr needs
when 1% 43 conducted within a general component; in other cases,
senior officlals will get more out of the program by participating
in meetings which includs top management persomnel from other
sogments of the Ageney. I know that it is planned in DN/P 10 conduct
m%ings for the Area Division Chiofs and their Deputies within
nn/p,

Approved For Release 2002/05/10 : CIA-RDP78-03578A000500010007-0
CONFIDENTIAL



-t o

: : DP78- 0007-0
“Approved For Relwaa@2002/05/10 : CIA-RDP78-03578A00050001

¢

GONFIDENTIAL

%, For those who can profit most by participating in a Human
Resources course organized for top managzment personiel from across
the whole Agensy, the Director of Training is scheduling one

presentation of the lid-hour initial phase of the Program each month

Iy

untll all senior officials will have had an opportunity to attend
such meetings, The eourse will be conducted by

Chief of the Management Training Division, OTR, ITHWW'
senior officials who do not attend meetings orgsnized on an Agency=

wide basis will wish to participate in the Human Resources program
as it is scheduled within their respective organizational components,

6, It is planneq eventually to include in the Human Resources
Program evervone in the Ageney who supervises anyone else,

Te A course announcement of the January Human Resources Program
for senior officials from cross the Agency will reach you within a
few days, Raquest that arrangements be made through the appropriate
Training Liaison Officers for vhatever further information may be
required and for opportunities for your senior personnel to attend
a ldvhour Human Resources oourse as soon as possible,

SIGNED
Co P. CABELL

Lisutenant General, USAF
Deputy Director
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CONFIDENTIAL

Approved For Release 2002/05/10 : CIA-RDP78-03578A000500010007-0



« Approved For Relgage 2002/05/10 : CIA-RDP78-03578A0QQ30£010007-0

CONFIDENTIAL

L 4 IR P TR S

CoPY CoPY

3 Jamvary 1954

MEMORAN UM FOR: DEPUTY DIRECTOR/PLANS
| NEPUTY DIRECTOR/ INTELLIGENCE
PEROTY DIRECTCR/ADMINISTRATECN
ASSISTANT DIRKGTOR/COMUNICATICH
DIRECTOR OF TRAINTNG

GUBIECT, Buman Resources Program

1, I have oxpressad %o you personally my active intereat in
2 songerted effort o improve ithe quallty of supsrvisiocn throughoud
e Agenoy.

2, During the period, 1 « 8 December, a representative group
57 senior officlals of the Agency--including the Acting DD/A, the
Ohiaf of Operations and the Staff Chlefs in VLT, the I.G,, four
sietant Divectors, other senisr staff personneld and myselfe-

pavticipetsd dn the hdehour initial phase of the Human Resourchs

3 S
TOIT AR

oy

his Program hag my strong endorsement. Ib is a valuable
ion o the general Agency-wilde endsaver o Lmprove supers

ion, I believe that it is extremely imporiant ab this time that
412 seaice officials participate in the Bumsn Rascurces Program to
ingure a covennily of wnderztanding regarding menagement cbjestives
=nd 4o Ffacilitate united action to Lmprove management.

Arrsngenents for the participation of senior offlclals

wizn Resonyces Frogrom should be appropriate te the spoeific
rengnte of major crgenlzationzl componenis. In some insiances,
or officials find the program mmre fvnctional o thelr nesds

it 43 condeoted within a general components in other cases, .
snior ofMelals will get more ount of the program by participating

» mestings which includs top wmanagement personnel from other

v of the Agzoncye I know that it is planned in DIfP %o conduch
e for e Avea Divislon Chiefs and thelr Depubies within

TD/Pe
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S, For those who ¢an profit most by participating in a Human
Resources course organized for top management persomnel from across
the whole Agency, the Director of Training ls scheduling one
presentation of the hi=hour initial phase of the Program each month
mtil all senior officials will have had an opportunity to attend’

gsuch meetings, The course will be conducted by |

Chief of the Management Training Division, OTR. It is assumed that
gsenior officials who do not attend meetings organized on an Agency-
wide basis will wish to participate in the Human Resources program
as it is scheduled within their respective orgenizational components.

6, It is planned eventually to include in the Human Resources
Program everyone in the Agency who supervises anyone else.

7o A course announcement of the January Human Resources Program
for senior officials from -cross the Agency will reach you within a
few days. Reoguest that arrangements be made through the appropriate
Training Liaison Officers for whatever further information may be
required and for opportunities for your senior personnel to attend
a 4l-hour Human Resources course as soon as possible.

SIGNED
Cc Po. CABELL

Iieutenant General, USAF
Deputy Director
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MMORANDIM POR: Chairmen, CIA Cereer cervice Board
SUBJECT ¢ Final Report of the Junior Officer:' Committee

1., ¥From =my review of the report of the Junier Officers' Commlittee
T am inclined to belisve that little has been sdded to our knowledge of
the problems of morale smong Junior officer persommel. Unfortunmaiely,
the group appears to have been content %o bese its Lindings upon data
obtained from questionsble end uncontrolled methods of opinion research.
We have nmo essurance, and indeed the evidence points to the contrary, that
the junior officer perszonnal vhose views were solicited were representative
of this eategory of personnel. The report gives no evidence that the
Committee conducted the cereful firsthand observation, study and analysis
of the various personnel munegement procedures vhich the scope of its
investigation warranted. Instead the report reflects & preconception
of conclusions for which necessary supporting quotations were assembled.
The value of even this effort is further diminished when some of these
quotations and the conclusions based theron sre contrary to koown Tacts.
As & comsequence, on an over-all basis, the report is superficlal and
unreslistie,

2. In view of the research methodology, 1t iz perhaps ineviteble
that the Committee's report contains statements of alleged facts which
hsve long since been overtaken by new conditions, For exsmple, had
the Committee made an cbjective survey of current recruitwent prsc-
tices, it would have leeyned that its descxiption of pver-zealous re~
eruitment practices was no longer spplicable, Likewise, college gradusies
are now, end have been for some time, signed up for employment to lower
grade jobs only after wuritten certification that such employment is de~
sired despite their swareness of the non-profeéssional duties to which
they will be assigned, and despite the fact that mo promises of proumotion
are given.

3. Generally, the Committee's recommendations reflect an immaturity
of understanding of mansgement principles. On the one hand, it is stated
that supervisors should be encouraged to participate in “personnel manage-
ment” courses and that the Cereer Service Boards must refrain from sup-
planting the role of the supervisor. At the same time, almost every najor
aspeet of personnel mansgement would be transferred from the supervisor
to the jurisdiction of the Boards. Almost without exception, the ex-
periment of stripping supervisors of personnel menagement responsibility
and suthority, along the lines proposed by the Comsittee, has produced
unfortunate results, where this has been tried superviscrs have becoue
aware that they sre deprived of something which contributes even more to
their suecessful perforamance than their Job kmovledge.
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4, Despite the shortcominges referred to in the preceding paragraphs,
the Committee report documents or summerizes problems of personnel
management for which solutions must be found. The Career Service maschinery
proposed by the Committee does not provide a realistic solution. As
already noted, the effect would be to transfer functions which are in-
trinsically intermingled with general line aufhority to staff officials
and boards who share no responsibility for accomplishing program results.

I believe that & satisfactory solution depends on ascceptance by line super-
vision and staff Career Service Boards of their rightful responsibility

in the personnel management field. This involves a positive recognition
of the need to program systematically, insofar as possible, personnel
essignments in accordance with detailed individusl career plens. Acting
through the CIA Career Service Beoard, and through regular command chan-
nels, every possible effort should be exercised to stimulate recognition
of this task.

;S

L., K. WHITE
Acting Deputy Director
(Administration)

SR Lo T
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MEMORANDUM FOR: Executive Becrebtery, CIA Career Service Board
BUBJECT 1+ Comments on Junior Officer & Women's Panel Reports

In sccordence with memorandum dated 9 December 1953 from the
Chairman of the CIA Caveer Service Board, there are attached hereto

Personnel Office comments on the two reports mentioned above.

25X1A

Deputy Personnel Director

Attachments
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PERSONNEL OFFICE COMMENTS ON THE REPORT
OF THE PANEL ON CAREER SERVICE FOR WOMEN

It is noted that the Preface to the Report inciudes the followin
statement:
"As compared with other employers, this Agency has offered abt
least equivalent opportunities to career women. It has not,
in common with other employers, taken full advantage of the
vomenpover resources avallable to it.”
In other words, the Agency does at least as well as other organizatic: :
in this regard, but in the opinion of the members of the Panel could
do better. It is the view of the Personnel Office that the situation
is not one that requires urgent corrective action, but rather, one
vwhich calls for slow, deliberate improvement, primarily through the
education of suyervisoré.
The remaining comments are based primarily on Section 111, Recommenda~
tions, of subject Report. With reference to the recommendation that
the DCI issue a policy statement, Agency regulations currently provide
that, "The most competent persons shall be recruited, selected, and
promoted on the basls of merit for positions at all levels. Therc shall
be no discrimination regarding personnel because of favoritism, marital
status, sex, race, color, religion or external pressure.” (CIA Rezu-
lation[::::] Consequently, & new policy statement would not be necessary.
While an Agency notice sizned by the DCI would serve to emphasize the
importance of this policy, it is believed that a better approach to

the question of emphasis might be to have the DCI mention this point

at one of his staff meetings. We must not place oo much value on
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written notices end directives, for they have s way of becoming filed
and forgotten.

The rvecommendetion thet there be & procedurs for reviewlng recruitment
requests which indicate e preference for male applicents seems to hm;a
merit, in that it would serve as & continuing reminder to supervisory
personnel of the Agency's policy. The procedure should require super-
visors who initiaste recrultment requests stating preferences for either
sex to include with thelr regqueste justificaetion for the preference in-
dicated. This procedure would not be for the purpose of discoursging
supervisors from indicatlng specific preferences or requirements where
such ave warranted, but rather to remind tham of the policy, and to
require them to thipnk through the reasons for their requirements.

in regerd to recommendations 3 and b, 1% is believed that more might

be lost than gained in specifying the job categories for which Agency
officials should be encouraged to consider women employees. Individusls
should be selected for positions on the basis of merit, ordinarily with-
out regard to sex, bui st the same pime it should be recognized that
sex may et Gimes be a legitimate and neceasaxry consideration. In line
wlth this concept women should be considered on the same besis as men
for sny and all vacenciles, provided the particular situation does not
require one sex or the obher.

In regaxd to recommendation 5, the Personnel Office does nol agree

that & full-time counselor should be aseigned to the|

Branch. In addition to the regularly assigned personnel who heve

2
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contiming responsibility for the IAB, there are in the Personnel Ofiice
placement officers and personnel relations officers who sre avallable
to consult with personnel assigned to the IAB as requirved. These in-
dividuals are full-time specimlists and are fully qualified to desl
with any utilization or personnel relations problem thet may erise in
the IAB. Further, these individuasls arve located in the same building
as the IAB snd are, therefore, readlily availsble.

Recommendations 6 and 7 imply that clerical personnel require speclal
attention within their office of assignment. It is the opinion of the
Personnel Office that this may best be accomplished through day-to-day
supervision, and that the asppointuent of a speclalist in each major
component who would deal with problems of clerical perscnnel, would
tend to interfere with regular supervisiou. If & supervisor encounters
special problems among his clerical persomnel, which be is unable to
deal with himself, he has direct access to specialists in the Personnel
Office who will mesist bim with the golution of these problems.
Recommendation .8 - The Agency's career service policies and procedures
apply to all categories of Agency personnel, including clerical personnel.
Nothing should be ssld or written which would suggest otherwise. Office
Career Service Boards should devote attention to career planning for
their clerical personnel, the same as they would for professional
personnel. Although designeting a particular Board member to give
special attention to career plenning for clerical personnel might be

a good mpproach to this problem, it ie believed that this is & matter

3
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for the office concerned and that the Agency should not establish a
uniform rule.

Recommendation ¢ - This Office sgrees with the need for supeyvisory
tralaoing in CIA, but is of the cpinion that this matter is no more
related to the subject of thie report than it is to many other prob-
leme in the field of personnel wmanagement.

The remaining recommendstions, as the Report recognizes, epply eqgually
to men snd women. Accordingly, no comments will be submitted on these

recommendatione st this time.
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PERSONNEL OFFICE COMMENTS ON THE FINAL REPORT
OF THE JUNIOR OFFICERS' COMMITTEE

1. 'The Personnel Office comments will deal with the more general con-
siderations presented by the Report. 8ince the Committee concerned
itself with so many aspects of the employment situation in CIA; &
detailed consideration of all these points is not considered appropriate
or necessary. The Personnel Office is of the opinion that the Report
serves a useful purpose in pointing up general problem areas, despite
certain deficiencies which are readily apparent to an informed reader.
It is the view of this Office that the Report underscores the need
for incressed emphasis on supervisory training and more careful super-
visory selection in the Agency. While this Office certainly does not
agres vith all of the allegations and criticisms reported by the Com-
mittee, it is believed that bad these junior personnel been subjected
to good supervision from the time they entered on duty with the Agency,
many of the misunderstendings which resulted in lowered morale among
these people would not have occurred.

2. To the Perscnnel Office the Report suggests a possible need for a
reassessment of the Junior Officer Program in terms of the Agency's
gurrent personnel requirements. HNow that we are no longer an expand-
ing Ageucy, it is believed that the recruitment of Junior officers
mist be directed more toward the employment of personnel for fairly
specific assignments which will be kpown to exist at the time the
individuals are ready for productive employment. While the Agency

was expanding, the recrultment of individuals with outstanding peraonal

1
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and acedemic gualificetions was Justified, even though specific
assignments were not known st the time of recruitment. An expending
organizetion cen always use such individuals in some cepacity. This
15 no longer the cese, and it ie belleved that the program should be
veconsidered in terms of our present employment situation.

With reference to the Comnittee's recommendations on the Career Bervice
Program, it is believed that the Committee, in this regard, may bave
become = little presumptuous. While we agree thet the problems of
Junior officers relate to the Agency's career service policies snd pro-
cedures, the members of the Committee seem to heve used their Report
as an opportunity for presenting thelr own views on cereeyr service in
the Agency without any perticular relationship to their pyoblems., One
seneral cbservation which this Office would like to mske is that while
recognizing the need for improved supervision in the Agency the Committee
somewhat inconsistently recommends the utilizetion of career service
pmachinery in such a way as 1o further weaken supervision. This Qffice
subgeribes wholehesrtedly to the concept that Carser fervice Boards
are advisory to supervisory personnel, and should themaelves have no
executive responsibilities.

This Office dces not sgree with the Comuittee's recommendation that
there be a "Junior Executive Inventory.” We do not believe that the
factors which warrant the establishment of an Executive Inventory of
senior personnel are present with respect to junior personpel. The

establishment of such an inventory would have a very adverse affect

2
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on personnel in the Junlor grades who were not ineluded, and the
existence of the inventory would inevitably become known throughout
the Agency. All junior personnel should have reason to believe thet
their opportunities for edvencement in the Agency will depend on
their own abilities and not on a lebel which may heve been abttached

at the time of recrultment.
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